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Abstract
Present management concepts allow for the implementation of comprehensive (systemic) solutions, improving the quality of 
processes in the organization. One such approach is the project management method, developed in the 1940s. Currently the best 
known approaches are: IPMA, PMI and PRINCE2. Implementation of the project orientation is based on the complex adaptation 
to the smooth operation of the organization using the project as a tool to achieve a significant part of the objectives. The adoption 
of the project orientation is possible in any type of organization. With the rise of the concept of New Public Management in the 
1990s, more and more attention is being paid to the efficiency and effectiveness of public administration institutions. The 
purpose of this article is to present the author’s model of the project orientation in this type of organizations – PAEM (Projects in 
Administration Excellence Model).
© 2015 The Authors. Published by Elsevier Ltd.
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Introduction
Project management is an approach whose origins should be associated with the Manhattan Project (work on 
developing a nuclear bomb), thus the time of World War II (Seymour, Hussein, 2014). Already at the beginning of 
the second half of the twentieth century, this method has been used in the field of business. At this time, there are 
two main approaches to project management, developed for today: PMI – Project Management Institute in the USA 
and IPMA – International Project Management Association, in continental Europe (Austria, Germany) (Kwak, 
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2003). Later, the PRINC2 methodology was implemented, which is now also a very popular approach, particularly 
interesting from the point of view of public administration (Kwak, 2003). In developed and developing countries, 
project management is used in many of the corporate sectors. This aspect is more and more often considered in the 
context of the reform of the public administration (Abbasi, Al-Mharmah, 2000). In Poland, it is related to, among 
others, the gradual introduction of system solutions in the form of management control system  and budgeting . In 
this context, it is worth considering if the adoption of project orientation is an appropriate solution for institutions of 
public administration. In analyzing this issue, reference is made to the concept of design excellence. They are both 
developed in main concepts such as PMI, IPMA and PRINCE 2, as well as by researchers (Andersen, Jass 2003, 
Cooke-Davies, 2004). Inspired by these approaches, a new general model of project orientation – Project in 
Administration Excellence Model (PAEM) was built. 
This article presents a model project implementation through the orientation of the public administration. Based 
on the observed results of the pilot implementation in one of the local governments, the main dimensions of the 
changes associated with the introduction of this approach have been identified. Each of the areas of potential change 
is described in terms of the tasks to be performed and the results achieved. The basic research method used in the 
article is a case study, based on a general model built on the orientation of the project in the local administration. 
Taking into account the specificity of the article is the most appropriate analytical approach (Yin, 2013)
1. Concepts of project excellence – a short review
According to the Organization of Government Commerce (OGC) project management “is the planning, 
delegating, monitoring and controlling of all aspects of the project and the motivation of those involved, it achieves 
objectives of the project within the expected performance targets for time, cost, quality, scope, benefits and risk” 
(OGC, 2009, p. 5). The other approach – PMI – understands mention above terms as "the application of knowledge, 
skills, tools, and techniques to project activities to meet the project requirements" (PMI, 2006, p. 5). However, in the 
approach IPMA, project management is defined as the "application of methods, tools, techniques and competencies 
to a project Including the integration of the various phases of the project life cycle" (IPMA, 2013, p. 16).
In these entities, in which the system solutions were adopted to support the implementation of projects, we can 
talk about the so-called accepted. project orientation. It can be assumed that the orientation of the design is a way of 
managing the organization, in which a significant part of the tasks is performed in the formula design, and the entire 
organization is focused on achieving high efficiency and effectiveness in the implementation of such projects 
(Strojny, 2014 Lampel, Pushkar, 2004) . Project-based organizations stand out from the others in terms of culture 
and organizational structure, procedures, management techniques, etc. (Brookes, Clark, 2009). They are also more 
effective in the projects (Fuessinger, 2006; Munns, Bjeirmi, 1996) and thus competitive. Adopting such an approach 
is also forced by changes in the environment. The growing price competition forces the companies to change their 
offer. Instead of the production based on a long series we must offer comprehensive solutions tailored to individual 
customer needs. Therefore, project management becomes not only a distinctive approach to the construction 
industry, but also for manufacturing companies, which have functioned based on the process approach so far. The 
same situation also applies to public administration institutions where there is also a wide space to fulfill a number of 
tasks (public services, maintenance tasks, etc.), in the project formula.
The growing popularity of project-based approach makes researchers to seek ways to optimize organizational 
solutions related to its introduction. Both, within the framework of global standards (PMI, IPMA, PRINCE2), and 
beyond a variety of concepts are created, parameters of the project orientation are describing (Kerzner, 2011, 2013; 
Gareis 2005 Kwak, Ibbs 2000 Rodney, Müller, 2003; Lianying et. At . 2012 .; Andersen, Jessen, 2003). Research in 
this field of lead us to the identification dimensions of project maturity and its level in various organizations or 
branches (Andersen, Jessen, 2003, Grant, Pennypacker, 2006, Sanja, Jakov, Ross, 2007). This of course requires 
mechanisms to build a project orientation measurements based on the identified it’s structure. In some studies 
researchers try to prove financial, organizational and business effects of adopting this approach (Cooke-Davies, 
Arzymanow, 2003, Yazici, 2009). In Table 1 there are presented characteristics of selected models describing the 
structure and level design orientation.
789 Jacek Strojny /  Procedia - Social and Behavioral Sciences  213 ( 2015 )  787 – 793 
Table 1. Chosen project maturity models.
Autnor Model name Features of the Model
IPMA IPMA Delta-
Model
 Organization: (1) PP&P Governance, (2) PP&P Management, (3) PP&P Organizational Alignment, 
PP&P Resources, PP,
 Individuals: (1) contextual competences, (2) behavioral competences, (3) technical competences,
 Projects (IPMA Project Exellence Model): (1) project management: goal orientation, processes, 
resources, leadership, employees, (2) project results: results, client satisfaction, employees satisfaction, 
satisfaction of other interested parties.
PMI Organizational 
Project 
Maturity Model 
(OPM3)
 Process Quality: (1) project management, (2) program management, (3) portfolio management.
 Organizational Environment: (1) systems to support projects, programs and portfolio managers, (2) 
internal and external forces: suppliers, customers, government, (3) unpredictable change.
 Organizational Culture: (1) executive sponsorship, (2) training programs, (3) workforce adoption, 
(4) organizational change, (5) reward and recognition.
 Strategy Execution.
PRINCE Portfolio, 
Programme and 
Project 
Management 
Maturity Model
(P3M3)
 Portfolio Management (PfM3): (1) control, (2) benefits, (3) finance, (4) risk, (5) governance, (6) 
stakeholder, (6) resource.
 Programme Management (PgM3): 1) control, (2) benefits, (3) finance, (4) risk, (5) governance, (6) 
stakeholder, (6) resource.
 Project Management (PjM3): 1) control, (2) benefits, (3) finance, (4) risk, (5) governance, (6) 
stakeholder, (6) resource.
Gareis Family of 
Project-oriented 
Maturity 
Models 
 Maturity Model of the Project-oriented Company: (1) project management, (2) programme
management, (3) assurance of the management quality in project or programme, (4) assignment of a 
project or programme, (5) project portfolio coordination and networking between projects, (6) 
organizational design of the project-oriented company, (7) personnel management in the project-
oriented company, (8) business process management in the project oriented company.
Kerznez PM Maturity 
Model
 Levels of Maturity: (1) common language, (2) common processes, (3) singular methodology, (4) 
benchmarking, (5) continuous improvement.
Kwak&Ibbs PM Maturity 
Model
 PM Process Maturity: (1) initiating phase, (2) planning phase, (3) executing phase, (4) controlling 
phase, (5) closing phase, (6) project-driven organization environment phase.
 PM Knowledge Areas Maturity: (1) project scope management, (2) project time management, (3) 
project cost management, (3) project quality management, (4) project human resource management, 
(5) project communication management, (6) project risk management, (7) project procurement 
management.
Strojny&
Witkowski
ProFive 
Excellence Model
 Dimensions of project orientation: (1) project culture, (2) project team management, (3) strategic 
management, (4) project management, (5) a comprehensive approach to project management.
Source: own work.
Concepts mentioned above are the inspiration for the new model presented in this paper. Especially important for 
it is the ProFive Excellence Model created by J. Strojny and K. Witkowski (Strojny 2012) and used in practice in the 
assessment of project orientation level in different kinds of organizations, like public administration or public 
university (Strojny, Baran, 2013).
2. Basic assumptions of the projects in administration excellence model 
The model presented in the paper – Project in Administration Excellence Model (PAEM) model has been 
optimized for public sector institutions and can be used in institutions of public administration, public universities, 
etc. The article presents the original version, which in the future will be developed on the basis of subsequent 
implementation experience and further research. The main objectives of the proposed approach are: (1) 
identification of the main areas of improvement in the project orientation of the host institution, (2) identifying the 
competencies necessary for the proper management of project-oriented organization, (3) creation of a unified 
benchmarking scheme of the project-oriented institutions.
Realization of the first of these objectives relates primarily to diagnostic functions linked to the implementation 
and maintenance of the project orientation. In preparing the implementation the current state must be examined. In 
such situations they could be used as diagnostic tools that allow assessment of the level of a feature in the study of 
the organization (e.g. project excellence). Dimensions defined within the model determine the extent of 
implementation of the project orientation. Similarly, maintaining the orientation of the project requires continuous 
modification and customization of specific solutions for the changing conditions of the organization. In that case, the 
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mechanism of audits and corrective actions should be used. Here were also set the dimensions defining the scope of 
monitoring.
Project-oriented organization also requires the development of specific competencies (PC – Project 
Competences). Dividing them into the following four main groups is proposed: (CP1) strategic competencies, (CP2) 
tool competences (CP3) brunch expertise, (CP4) psychosocial competences. The first group concerns the general 
area of organizational management. The ability to adopt a strategic perspective is crucial for success in the long 
term. The public administration is necessary in defining priorities and skillful activity focusing on achieving long-
term goals of the selected set. The implementation of actions towards these goals helps technical competence. They 
relate to the organization of work, management techniques and IT tools supporting management as well. They 
therefore allow organizing around projects and their progress. Of course, these generic competences need to be 
adapted to the sector specifics of the project. This is particularly important from the point of view of the public 
administration, which operates in very different and distant from each other substantive areas. All these dimensions 
of competence can externalize in the form of efficient operation only in a favorable social environment. Therefore, it 
is important to develop appropriate attitudes and relationships. They should foster a flexible operation, easy to 
respond to change and the ability to creatively respond to them.
The model can be used to investigate the sector in a larger group of organizations. A systematic way of 
describing the orientation of the design allows the creation of some standards for design approach, specific to the 
type of organization. Thus, they are more easily compared to others, giving them the material to improve the internal 
solution. In this context, the presented approach is a starting point for benchmarking, and therefore the comparative 
analyses. Based on the dimensions of the project orientation diagnostic tool referred to in the above-mentioned 
model, there may also therefore be a questionnaire in studies on a larger sample of institutions. The presented 
project management maturity model assumes that high organizational efficiency (E) is a function of the level of 
excellence of the elements of project orientation (P1, Pn), obtained as a result of their joint impact of synergies 
(Spo) and the net impact of external factors (NI). This relationship can be represented as a simple Equation 1:
ܧ = σ ௜ܲ + ܵ +ܰܫ௡௜ୀଵ (1)
In the presented approach, eight parameters (dimensions) of the project orientation (P1, P8) were distinguished. 
These include: (P1) focused on stakeholder information and decision-making system, (P2) strategy based on the 
priorities (P3), a comprehensive system of task management (P4) resource-based task budget (P5) matrix 
organizational structure (P6) pro-effective remuneration system (P7), a comprehensive system of quality 
management (P8) specialized project management software. Scheme of the described model can be presented in 
graphical form (Figure 1).
Figure 1. Scheme of the Projects in Administration Excellence Model (PAEM).
Source: own work.
In addition, the model includes synergy (S). These are added beneficial effects such as an increase in efficiency 
and effectiveness, resulting from the introduction of full design approach. They result from a positive influence on 
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each individual project orientation parameters. It also takes into account the impact of external factors, net (NI). The 
influence of external factors can be divided into negative (risk) and positive (opportunities). Their resultant means 
that the organization operates in an environment that fosters (when opportunities outweigh the risks) or impedes 
development (the predominant treats). Efficient management of the organization in extreme outdoor conditions does 
not guarantee the achievement of developmental effects, and often only a partial elimination of the risk
3. Implementation of project orientation – description of the case study in polish local government
The project was developed on the basis of the model presented above, with the implementation of the project 
approach in local government at the district level. Implementation of the project took place in 2011-2014. Below, 
Table 1 presents a summary of changes introduced in the context of the individual dimensions of the system.
Table 2. Solutions implemented in each dimension of the PAEM.
Dimension Description
P1
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A stakeholder is an entity which in some way is associated with the operation of the organization. Public administration 
institutions should have identified and defined groups of stakeholders, in particular, customers and suppliers. Their needs 
should be recognized and evaluated in the context of both the impact on the development of the organization and potential 
conflicts.
 Key groups of the district’s stakeholders (within them – customers) are identified; the analysis of their expectations in 
terms of strategy and individual projects or processes is prepared.
 Tool to measure customer satisfaction is prepared and regularly used.
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Public administration performs multiple objectives, with simultaneous budget constraints. Concentration of resources and 
attention on the priorities allows increasing the effectiveness of realization of long-term goals. To realize priorities, 
development programs should be run. A strategic budget should also be extracted.
 Identification of priority areas of endogenous potential by AHP (Analytic Hierarchy Process).
 Identification of the district's competitive position relative to other districts with similar development specificity using 
the benchmarking method.
 Introducing development programs based on priorities.
 The introduction of MBO (Management by Objectives) methods at the strategic level: the techniques that tree 
objectives, responsibility matrix and the method of strategic controlling.
P3
C
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te
m The tasks in the organization can be divided into temporary (projects) and continuous (processes). Describe the life cycle, 
indicating management responsibilities to perform during their implementation and the necessary documents and 
technology. You should create a structure of work, identifying all that is necessary to complete the task. It should be 
included in both job descriptions and work timesheets, for the settlement of the executed tasks.
 The division of tasks by kind: development programs, projects, processes.
 The division of tasks by types: management tasks, supporting tasks, public services.
 The introduction of SPP (work breakdown structure) technology to identify the tasks to be performed in the 
organization.
 Modification of job descriptions and personal scope of activities.
 Defining the tasks of life cycle stages: initiation, planning, execution and completion.
 The introduction of documentation tasks: Task card (projects, programs, processes), reports on the implementation of 
the tasks Controlling reports, etc.
 The introduction of techniques for planning and controlling tasks: SPP, diagrams, Gantt charts, resource histograms 
EVT - Earned Value technique.
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The budget should be planned in the task calculation. The structure of the budget should match the work breakdown 
structure. The valuation is based on an analysis of the work and material wear. Controlling the budget should be linked to 
the assessment of the level of performance of tasks. To assess the situation and its consequences Earned Value Technique 
should be used. 
 The introduction of the four methods of calculation: task (output), resources, cost centers and budget clarification†.
 The implementation of the budget estimation based on the allocation of human resources, materials and external 
services.
 Introduction EVT (Earned Value Technique) techniques used for controlling the state of implementation of tasks, 
deviations from the plan and the estimation of their effects in the future.
† This kind of classification is currently used in Polish local and regional governments. Expenditures are classified in departments, parts, 
paragraphs etc. 
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The organization operates a matrix structure, including both linear units (departments, faculties, offices, etc.) and temporary 
(project teams). The linear structure of a cell separated PMO (Project Management Office), responsible for supporting and 
controlling operational projects and coordination of the project portfolio. Over the course of the project also ensure Steering 
Committees.
 The introduction of the so-called substantive departments (linear structure closely related to the structure of of tasks).
 Introduction of PMO (Project Management Office) type departments.
 Appointment of the project portfolio manager.
 Determination of principles for creating temporary posts: project manager and portfolio manager and a temporary cell: 
project teams and teams of the program.
 Determine the rules of allocation of labor between linear and temporary cell.
P6
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em Salaries depend on the value of the work in that position. There is a bonus fund and a system of contracting purposes. On 
the basis of the operational controlling assessed level of performance targets and on this basis, a premium is paid. 
Employees are encouraged to participate in the projects, and the success of the project is reflected in the additional salary. 
Periodic assessment of the employee affects the opportunities for advancement and the current level of remuneration.
 Comprehensive valuation of jobs in the office by pointing.
 Verification of basic salary for salary scales ties with the value of work.
 Start designing bonus fund - the target level min. 20% of the fund of basic salaries achieved in 5 years.
 Changing the rules for granting awards.
 The introduction of contracts on the objectives and strong links between the premiums paid to those achieved effects 
work.
 The introduction of new rules for employee evaluation and close links between promotion and salary changes with the 
results.
P7
A
 c
om
pr
eh
en
si
ve
 q
ua
lit
y 
as
su
ra
nc
e 
sy
st
em
 
m
an
ag
em
en
t
Implement controlling cyclical operations. Management information is provided to management to ensure effective decision 
making. Risks are identified and managed. Periodic reviews are used for quality management efficiency, effectiveness and 
compliance with the law.
 Linking the project orientation with the management control system.
 Appointment of Proxy for Project Management System.
 Introduction of the audit (review) compliance project management system for its adaptation to the changing situation 
within the organization and its environment.
 A system of risk identification and management of projects, in particular in the implementation of the strategy and 
major projects.
P8
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t The organization uses software that enables the identification, planning and controlling of tasks. It allows electronic 
transmission of documents and real-time analysis of many parameters of the organization. It also facilitates the preparation 
and controlling of the task budget.
 Implemented functionality, allowing for: (1) definition, planning, controlling and final control of tasks, (2) creating and 
controlling a portfolio of tasks, (3) full course of management of the task phase model, (4) allocation, control and 
approval of work in the computer system (5) running budget reporting in each phase of the district budget management.
Implementation of the project proceeded according to the orientation of the characteristic pattern for this type of 
project, including: (1) analysis, (2) implementation of organizational innovation, and (3) post-implementation 
evaluation. In the first phase the level of project orientation is measured in areas described in the model. Then an 
implementation plan is prepared, including a description of its scope (Work Breakdown Structure), schedule and 
budget. WBS and budget reflect the specified dimensions of the model. This is followed by post-implementation 
evaluation, assessing the change in the level of design orientation in relation to the initial state.
Conclusions
The most important feature of the PAEM model is its complexity. It covers most areas of the organization that 
are important from the point of view of the quality management process. Its structure and activities of each 
dimension are also optimized for institutions operating in the public sector (especially local administration). This 
distinguishes the presented approach from other, more well-known approaches.
There are several limitations associated with the implementation of this model in the practice of management in 
public administration. Here, legal and cultural barriers can be found. Legal restrictions are mainly associated with 
the existence of records in laws or regulations that make it difficult to modify the organizational structure, and the 
use of remuneration related to performance or the budget structure to adapt to the requirements of development. 
There is also a significant restriction in the organizational culture relying on the existence of significant resistance to 
change, significant deficiencies in the application of competency management methods and inconsistencies in the 
application of the implemented solutions.
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There are many potential areas of research which develop the approach presented in the article. The most 
important of these is the assessment of the effects of implementing project orientation for both public 
administration, as well as territorial, which manages the development of this institution. It is very interesting to 
evaluate the level of project orientation in the selected area, including a larger number of units.
Acknowledgements
My thanks to the authorities and employees of the District Office in Nowy Targ for their cooperation, and to 
Krzysztof Witkowski for help in creating the ProFive Model approach and assessing a new concepts.
References
Seymour, T., Hussein, S., The History of Project Management, International Journal of Management & Information Systems, 18, 2013, 233-240.
Kwak, Y.H., A brief history of Project Management. in G. Carayannis, Y.H. Kwak, FT. Anbari ed. The story of managing projects (USA: 
Quorum Books, 2003)
Abbasi G.Y., Al-Mharmah H., Project management practice by the public sector in a developing country, International Journal of Project 
Management, 18, 105-109.
Public Finances Act, Dz.U. 2009 Nr 157 poz. 1240
+HFLDN6%XGĪHW]DGDQLRZ\ZSUDNW\FH3ODQRZDQLHNDONXODFMDZ\GDWNyZ(ZLGHQFMDNVLĊJRZD:URFáDZ:\GDZQPresscom, 2012.
Andersen, E.S., Jessen S.A., Project maturity in organisations, International Journal of Project Management, 21, 457-461.
Cooke-Davies T., Project management maturity models, in P. Morris, Peter, J.K. Pinto, (Ed.), The Wiley guide to managing projects. Hoboken, 
NJ, John Wiley & Sons, 2004, 1234-1255.
Yin, R. K., Case study research: Design and methods. California, Sage publications, 2013
Office of Government Commerce (OGC), Managing Successful Projects with PRINCE2TM (London: TSO, 2009).
Project Management Institute (PMI), A Guide to the Project Management Body of Knowledge (PMBOK® Guide), 5th Edition. (Pennsylvania: 
PMI, 2013)
International Project Management Association (IPMA), IPMA Organizational Competence Baseline – The standard for moving organizations 
forward (Zurich: IPMA, 2013)
Strojny, J. Organizacyjne i proceduralne XZDUXQNRZDQLD ]DU]ąG]DQLDSURMHNWDPLZ MHGQRVWFH VDPRU]ąGX WHU\WRULDOQHJR0Rdern Management 
Review, 19, 2014, 149-160.
Lampel, J., Pushkar P.J., Models of project orientation in multiproject organizations, in P. Morris, Peter, J.K. Pinto, (Ed.), The Wiley guide to 
managing projects. Hoboken, NJ, John Wiley & Sons, 2004, 223-236.
Brookes N., Clark R., 2009 Using Maturity Models to Improve Project Management Practice [online:] Available at: < http://poms
meetings.org/ConfProceedings/011/FullPapers/011-0288.pdf> [Assessed 02 March 2015]
Fuessinger E.,. Maturities of Project-Oriented Companies of About 15 Project-Oriented Nations, 2006 [online] Avaliable at: <http:// 
www.icoste.org/Slovenia2006Papers/icecFinal00100.pdf> [Accessed 26 July 2015]
Munns A.K., Bjeirmi B.F., The role of project management in achieving project success, International, Journal of Project Management, 14, 81-87.
Kerzner, H. R., Using the project management maturity model: strategic planning for project management (Ohio: John Wiley & Sons, 2011)
Kerzner H.,. Project Management: A Systems Approach to Planning, Scheduling and Controlling. 11 Edition (Ohio: John Wiley & Sons, 2013).
Gareis R., Happy Projects! (Vienna: Manz 2005)
Kwak, Y.H, Ibbs C.W., Assessing project management maturity, Project Management Journal 31, 32-43.
Rodney, T.J., Müller, R., On the nature of the project as a temporary organization, International Journal of Project Management, 21, 1-8.
Lianyinga, L., Jinga, H., Xinxinga, Z., The Project Management Maturity Model and Application Based on PRINCE2, Procedia Engineering, 29, 
3691-3697.
Andersen, E.S., Jessen, S.A., Project maturity in organizations, International Journal of Project Management, 21, 457-461.
Project Management Institute (PMI), Organizational Project Management Maturity Model (OPM3®) – Third Edition, (Pennsylvania: PMI, 2013)
Grant, K.P, Pennypacker J.S., Project management maturity: An assessment of project management capabilities among and between selected 
industries, Engineering Management, IEEE Transactions, 53, 59-68.
Sanja D., Jakov C., Ross P., Organizational Project Management Maturity Model (OPM3): A Case Study, Managing Worldwide Operations & 
Communications with Information Technology, 2007, 1305-1308.
Cooke-Davies, T.J., Arzymanow A., The maturity of project management in different industries: An investigation into variations between project 
management models, International Journal of Project Management 21, 471-478.
Yazici, H.J., The role of project management maturity and organizational culture in perceived performance, Project Management Journal, 40, 14-
33.
6WURMQ\-=DU]ąG]DQLHSURMHNWDPLLQQRZDF\MQ\PL5]HV]yZ3ROLWHFKQLND5]HV]RZVND
6WURMQ\ - %DUDQ0 .RPSOHNVRZH SRGHMĞFLH GR ]DU]ąG]DQLD SURMHNWDPL QD SU]\NáDG]LH XF]HOQL Z\ĪV]HM >Z@ =DU]ąG]DQLH Z ;;, ZLHNX
0HQHGĪHULQQRZDF\MQHMRUJDQL]DFML3U]HGVLĊELRUF]RĞüL=DU]ąG]DQLH]F],6SRáHF]QD$NDGHPLD1DXNZàRG]LàyGĨV247-262.
